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Deputy Director for Administration 
Michael J. Malanick 

Associate Deputy Director for Administration 
Administrative Conference 


25X1 A 


i 
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1. On administrative 

conference Attendees 

eluded the suppc^^^Tuu^^^^l^^componei^; of the Directorate 

of Operations, the Career Management Officer of the DDA, a STATSPEC 
representative of the Office of Medical S^^^ces, and the Support 
Chiefs of the Office of Communications, OTS, and OSO. The 

purpose of the conference was to review our overseas administra- 
tive policies and procedures, to consider new administrative con- 
cepts, determine whether greater efficiency or manpower reductions 
could be realized through regional support centers, to assess the 
impact of the reduction of DDA slots in the D/0, to discuss the 
future role of operational support assistants or other non-profes- 
sional personnel assigned to perform administrative functions, to 
determine whether it would be desirable to re-open tl^e MG Career 
Service, and to discuss the ad)ninistrative aspects or our current 
cover procedures and objectives. 

2. ^A^back ground, the attendees were asked to review the 

earlier Report regarding the use of administrative person- 

nel in tn^^^uuides tine Service. The agenda of the conference, 
the individual studies which were prepared, and the minutes of 
the sessions are available in my office, and I will be glad to 
forward them to you if you would like a review in depth. This 
memorandum summarizes the conclusions and sets forth the action 25X1-0 
which I believe is needed. - ' " 
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4 . Regional Supp 
cerning regional suppo 
whereby a support offi 
for periodically trave 
or problem solver for 
the administrative fun 
the more traditional a 
location provides all 
categories . 


ort Groups . There are two concepts cou- 
rt groups. One of these is an arrangement 
cer at a post would be given responsibility 
ling to nearby small stations as counselor 
the administrative assistants who are handling 
ctions of the small stations. The other is 
rrangement whereby a support unit at a central 
of the administrative support in certain 


The first of these concepts has never been tried, but we 
believe it offers considerable potential as we find ourselves 
using a larger number of administrative assistants in lieu of 
professional support officers. During the conference in Europe 
m May 1978 the Chief of Support of EUR Division implemented such 
an arrangement for many of the smaller stations in that Division ocv<l A 
IVe anticipate that similar arrangements will be made in other 25X1A 
Divisions. 


. _ 5 ; N e w_ A dmi nistrat i ve Concepts . It is clear that our admin- 

istrative procedures are in a state of change, and that we must 
find ways to support our overseas operations with fewer personnel. 
New_ capabilities in communications and data processing offer oppor- 
tunities not previously available. In some respects the procedures 
which are ultimately developed will determine whether we need pro- 
fessional support officers or administrative assistants at a post, 
but the major objective will be to provide maximum support with 
the fewest number of people, and to assure that we retain our 
administrative and managerial flexibility. 


3 


Approved For Release 2002/01/08 i ClA-RDRhl 


-001 42R000200090004-0 





Approved For*6lease 2002/01/08 : CIA-RDP81-OO142R0OO2OOO9OOO4-O 

. You are familiar with the CRAFT program. Initially there 
were two independent approaches to the same objective one for 
operational records and another for administration. These have 
now been joined into a single effort, and we hope that CRAFT will 
eventually cover financial, personnel, and logistical records as 

Fi^nre ° the , r f ' . Tb< r 0fflc e Data Processing, Communications, 
Finance, and Logistics, and the SSA-DDA are working on this 

eventual 1v F believe ^ bat tbe data processing developments may 
eventually have more impact on our overseas administrative pro- 

ce dure s than any other single factor, but this is soaethin/which 
is still several years away. 

r ADP a PPl ication receiving attention is an effort to 
P . D the processing of Class A and B ac countings. There is 
” budget mai « t ; in f^ 2 5X1A 

financial accountings and has available 25X1 A 

this ?vs?eS U ?a Cd i Finance thinks 

7 a . ld el f minate s °me of the Finance Assistants in the 

frt^nr>q nd ,S SOme in the future we could transmit trans- 

th^computer 01 ^ certl f lcatlon ’ to headquarters and directly into 

TjVl . conference we discussed several other possibilities 

which I intend to explore even though I believe that they offer 
a minimum potential. For example, we discussed whether CoSmunica- 

cedu?e? e flnT nel at a P ° St C f Uld be trained in administrative pro- 
tntvl a aSSUme res P onsl bility for a station 1 s administrative 

f?eau;nt TSr^ n - Cat ° r l S responsibility to his own service, with 
frequent TDY assignments, may well prohibit this, but we will 
ask Commo to comment on it. 

, llHEn £t__o_f _R_e ducti ons in DDA Positions in the D/0 Tbo 

reductions ofT7TposItTons in-tK5T70~are-obvioSsly~a-soirce of 25X1 A 

“Trt”' W e«r iewed the reductions during the past ten years, 2 “ X1A 
and the statistics are mterestin 7 
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Recognizing the imperatives which have faced the D/0 over the 
past ten years, it was the general consensus of the attendees 
that further reductions in administrative personnel could 
seriously affect our ability to provide acceptable levels of 
support. Most of the cuts for 1978 and 1979 were taken at 
headquarters, but there has also been a continuing pressure for 
all government agencies to reduce the overseas posture. This 
means that our approach to simplified administration has been 
to find ways to eliminate marginal functions and to transfer 
the workload back to Washington, but the reductions at head- 


quarters could very well affect our ability to absorb the trans- 
ferred workload. There is also some concern that, with the 
reduction of administrative personnel, the administrative 
functions might be assigned to operational personnel as a 
collateral duty. We feel strongly that it detracts from the 
operational mission if operations officers must devote part of 
their time to administrative tasks without training, and most 
operations officers do not like such assignments because they 
feel that they are detrimental to their operational careers. 

Similarly, maintaining an operational support assistant overseas 
costs just as much as maintaining a fully qualified and fully 25X1C 
trained professional. As the marginal functions have been 
eliminated, those remaining have become more cc 


yet relatively tew employees 
understand the very complicated arrangements. Consequently, we 
feel that the interests of Directorate are better served by using 
specialists rather than by asking others to assume responsibilities 
which are not compatible with their career objectives. For this 
reason I should like to renew my earlier offer to wojrk closely 
with the D/0 in planning administrative staffing in the future. 


7. Role of Operational Support A ssistants . Operational 
Support Assistants (OSA’sj aretor the most part former secre- 
taries who have gradually assumed administrative responsibilities. 
They are highly motivated and serve a vital need. In addition 
to administrative work they frequently are responsible for photo- 
graphic labs, secret wr iting, etc. , and in one instance an OSA 

as the 

There are many factors which enter into any discussion of 
OSA's, but the two most important are that the career tracks 
are limited (they usually cannot be promoted beyond GS-09) and 
it is largely an overseas service with no comparable positions 
at headquarters. Consequently, if they are to move into higher 
grades it is necessary that they be given different jobs in the 
D/0 or transfer to the D/A. 
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As noted above, these employees are highly motivated, they 
like the administrative work, and all of those interviewed would 
like to continue this type of duty. However, most have relatively 
little training, and some have no training at all. This lack of 
training has been the subject of comment by the Audit Staff. 

I believe that OSA's perform a very useful service, and that 
we will continue to need them. While they are D careerists, their 
training can be most effectively planned by the D/A. If you agree, 

I will arrange to have our CMO develop a training course, and we 
will try to begin the training as soon as possible. While it is 
possible that some of the OSA’s might be qualified for professional 
support positions and a different career track, I believe that the 
numbers which will be qualified will be relatively small and we 
should not advertise the possibility at this time. Most Station 
Chiefs have a very high regard for the OSA's at the GS-07 to 
GS-09 level, but of several interviewed only one stated that he 
believes the OSA assigned to his post could ultimately qualify 
for an assignment at the GS-12 level. If we accept a transfer 
it would have to be at about the GS-11 level, and acceptance would 
generally be based on an expectation that the employee could ad- 
vance to the GS-14 or GS-15 level at least. In any case, we will 
consult with you and PMG as we acquire additional experience in 
this area. 

8. Prior to the conference you sent me a letter which asked 
that four specific questions be considered. These questions were 
circulated to the attendees and they were asked to develop their 
own. views and supporting data, and also obtain the views of the 
Division Chiefs. We discussed these questio ns at an evening ses- 
sion which xtfas also attended by your Deputy , It 25X1 A 

was the consensus of those present and also , ^mdemano^he view 
of the Division Chiefs, that the savings in manpoiver would be so 
slight, and the disadvantages and inef f iciences so great, that 
we should not recommend the changes. 


QUESTION 1: Will any sayings in manpower (slots) be achieved 
wi thou t loss erf service if we comb ine some of the support 
functions o~f Area Division s"? ~ 

It was the consensus of the group that any savings in manpower 
would be more than offset by other disadvantages. Clerical and 
technical personnel in the support branches are fully committed, 
and a merger would not reduce this mechanical workload. The only 
potential for reductions in manpower would be at the supervisory 


6 


... , . - — '< \ 1 
t ^ 

Approved For Release 2(302/Ol/&8“: CIA-RDP81-00142R000200090004-0 



Approved ForRelease 20b2/6i/08 : ClA-RbPS1-00142«© : 00200090004-0 


level. That is, one Chief of Support may be able to supervise 
the support units in two of the smaller divisions. Disadvantages 
include: (a) a significant decrease in efficiency as a result of 

physical dislocation, (b) a blurring of the chain of command, (c) 
the likely objection on the part of division chiefs of the need 
to compete for support resources, (d) a dilution of knowledge of 
peculiar division support requirements as a result of a merger 
into a combined staff. No two divisions have the same operating 
and logistical problems. Division Chiefs would probably oppose 
any consolidation of the support functions between area divisions. 
Merging division support staffs would result in a loss of service 
and, in spite of the present and projected cuts in DDA positions, 
such merging should be resisted. 


QUESTION 2: Would any ben efit ac crue through put t ing the Area 
Division perso nnel offices u nder the supervision of the Are a. 
P ersonn el Evaluation and Management Staffs which "make the 
decisions" on personnelT assignments ? 

The personnel branches perform a large number of clerical 
and technical jobs which support the PEM function. These include 
the preparation and processing of travel orders, transportation 
of effects, coordination of cover arrangements, handling of allow- 
ances, benefits, personnel actions, maintenance of files, etc. 

It is desirable that the Personnel Branch be located near the PEM 
unit, but not a part of it. PEM Chiefs are generally not familiar 
with the regulations and procedures pertaining to the technical 
procedures, and to make them responsible for the day-to-day activi- 
ties would make it more difficult for them to do the job which is 
their primary responsibility; i.e., career development and selec- 
tion of personnel for assignments. PEM officers are normally 
assigned for relatively short tours, which would not facilitate 
their acquiring the experience necessary to supervise clerical 
functions. There have been one or two cases where a PEM Chief 
was changed two or three times in a single year. A relocation 
of the Personnel Branch would probably not reduce manpower be- 
cause the Chief of the Personnel Branch carries a full workload 
as well as supervising his branches. And, finally, it is difficult 
to separate the personnel function from the other support functions 
because all are related, and the Chief of Support is in the best 
position to correlate the efforts of all of them. 
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plit of the B$F shops with the budget functions 

reporting to tl 

le Area Plans and Programs Staffs, leaving the 

j.j. ii aiice rune Lion m tne Area Division under a TTTf e'-T" nfSim-nnrt 

Alternatively , 

could centralization of the finance fih^tTAn^ 

in one ox lice be viable/ ~ — 


In many respects the answer to this question was similar 
to the answer to Question 2. It was not anticipated that any 

fr?S°?i nel B? aVingS 1 c ® uld be achieved by merging the budget function 
'fn.t.h the 1 Ians and Program Staff. Here again, the physical co- 
location of these two forces is important to minimize duplication, 
but to place the budget function within the Plans and Program Staff 
would tend to detract from the purpose for which the Plans Staff 
was originally established. 


. With regard to centralization of Class B accounting audits, 
having the Class B accountings available within the Division pro- 
vides a timely and valuable tool for the maintenance of obliga- 
tions ^establishing the validity of expenses, and offers other 
significant insights into the station management of financial 
resources. Branch and Support Chiefs would find it difficult to 
review the financial activities of their stations should the audit 
of Class B accountings be centralized outside of the division. The 
centralized. audit of Class B accountings was utilized earlier in the 
gency s existence and has not evolved to the present system which 
all concerned feel is much more efficient and effective. 


QUES TION 4 . Could a centralized logistics office result in 
efficiencies ? ~ ~ - 

The group consensus was "no." Centralized offices, as a 
general rule, are. less responsive, less committed, and less 
dedicated to solving the unique problems which the divisions 
experience daily. Requisitions must be handled expeditiously 
and with regard for the special security and cover needs of the 
station involved. A centralized office does not bring with it 
the same sense of urgency in meeting requirements that a division 
support staff does. Finally, a centralized logistics function 
would result in a decrease in efficiency because the remaining 
support staffs would be required to absorb some of the functions 
still necessarily performed within the area divisions logistics 
section. 


7e.' J, IfialaRlctc 


SSA-DDA Michael J. Malanick 
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